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FOREWORD

Since 1972 the Army Research Institute (ARI) has been active in
research on the policy, operational problems, and programs of the Army's
Race Relations/Equal Opportunity (RR/EO) program. In 1973, in response
to a specific requirement of the Office of Equal Opportunity Programs
of the Army's Deputy Chief of Staff for Personnel (DCSPER), ARI initi-
ated the development of a Racial Harmony Training Program for Unit Com-
manders. The purpose of the program was to improve a commander's skills
and effectiveness in handling multi-ethnic problems in his/her unit.
This report, the first of three, covers the research involved in the de-
velopment of the commanders' training program. The research was conducted
under Army Project 2Q162108A743 "Race Harmony Promot n Pro ams" in the
FY 74 Work Program, as an in-house effort augmented by t ract with
Race Relations Consulting, Inc., under contract DAHC 1 73--034.

Since 1974, the Army Equal Opportunity Research Program has been
conducted at the Presidio of Monterey, Calif., Field Unit.

J EPH ZE R
hical Director



AN APPROACH TO IMPROVING TiHE EFFECTIVENESS OF ARMY COMMANDERS IN
MULTI-ETHNIC SETTINGS

BRIEF

' uirement: faeA)l 95

TOP.-d.tW~~~trAininq pr6q-ra'm for company commanders designed to
improve their effectiveness in handling race-related problems, and to
conduct a preliminary field tryout of the curriculum.

Procedure:

ARI developed a 36-hour experimental training program on the basis
of rationales generated from prior experience in dealing with commanders
on race-related problems, and based it on the results of extensive inter-
views with 42 commanders and 104 enlisted men from several CONUS and
USAREUR installations. ARI conducted field tryouts of the curriculum
using two groups of company commanders at each of two Army installations.
On a given installation, two different instructional methods of present-
ing the curriculum were used, one designed to correct cognitive distor-
tions using persuasion, and the other designed to resolve emotional
resistance using rational inquiry techniques. The impact of the train-
ing curriculum was determined by observation of classroom interactions
and by analyses of questionnaire responses made by class participants.

Findings:

Neither instructional method was found to be consistently superior
across all instructional objectives nor across all groups. There were
interactions among classroom situational variables, course content, and
method of instruction.

Observation of the impact of the field tryouts of the curriculum
indicated that many organizational constraints operate aqainst the im-
plementation of race rclations programs. Included were doubts about the
extent and durability of command support for the program at post level,
the apparent absence of incentives for successful contributions to the
procIram, and fears about the results of honestly reportinq racial
problems.
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The self-report evaluations of the impact of the curriculum indi-
cated that the lesson objectives and topics which comprise the command-
ers' training were perceived as relevant by a substantial portion of
commanders in the tryout groups. Eighty percent to 87% felt that the
lesson objectives were relevant or highly relevant, The individual
topics were enjoyed or enjoyed very much by 68% of the commanders. About
61% rated themselves as having experienced moderate to considerable
change in the direction described by the course, without specifying the
dimensions in which change occurred. An average of 61% felt that they
learned from a moderate to a considerable amount from the individual
topics.

Utilization of Findings:

The training program, geared to help commanders cope with their im-
mediate needs in handling race-related problems, would fulfill an urgent
need in the Army. However, before its utilization is recommended to
the Army, ai empiriual evaluation needs to be conducted to determine the
impact of training on the effectiveness or commander effectiveness in
managing race-related problems.
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AN APPROACH TO IMPROVING THE EFFECTIVENESS OF ARMY
COMMANDERS IN MULTI-ETHNIC SETTINGS

INTRODUCTION

Historically, the Army, like the United States as a whole, has had
formal policies of discrimination against minorities within it. More
recently, the Army has been among the leaders nationally in providing
equal opportunity for all minorities. As this effort progressed, and
concurrently, demonstrations and physical confrontations expressed racial
tension in the Army, more attention was directed to ending any formal or
informal policies controlling the advancement of minorities within the
Army. Steps were taken to increase mutual understanding among soldiers
of all ranks. To some commanders this attention to equal opportunity
and treatment was an important step in preserving combat effectiveness.
To other commanders this focus overemphasized the problems of minority
soldiers at the expense of command needs to preserve order, discipline,
and effectiveness.

The different perceptions commanders have of the equal opportunity
and treatment program help explain why commanders have responded unevenly
to it. Although some commanders have implemented both the letter and the
spirit of the program, others demonstrate an entire gradient of ineffec-
tive responses--noncompliance, tokenism, paternalism, and assimilation.

Noncompliance occurs when commanders point out the Army's leader-
ship in race relations and ignore the general ineffectiveness in enforc-
inq these regulations.

Tokenism occurs when commanders fail to face the full magnitude of
race relations problems and instead develop a narrow, poorly staffed
proqram to deal with a single aspect of the problem.

Paternalism occurs when commanders treat minorities as irresponsi-
hl,. children who cannot make decisions, even those affecting their own
I ives.

Assimilation occurs when commanders define the cause of racial ten-
-;ion as the resistance of the minority to conform to the norms of the
Army. This approach obscures the existence of real discrimination with-
in the Army in both career development and social life. These false re-
sponses stem from the illusion, often tacit, that the condition of minori-
ties is steadily improving by itself or that it needs no improvement.
For many Army leaders, the aggressive militancy of black soldiers today
is hard to understand.
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When black,, enter the Army, they hope that the new orqanizationi is
basedl on equal opportunity and treatment for all and that their needs
will be better met within the Army than they were in civilian life. Hlow-
ever, many black soldiers discover that despite the policy of equal op-
portunity their needs as blacks are met only when they do not interfere
with the needs and values of their superiors.

If leaders in the Army are to operate successfully within multi-
ethnic units containing a substantial proportion of black soldiers, they
must recognize the "fundamental difference between black adaptation and
white adaptation. Many more whites than blac~ks were able to sake...
economic and environmental adaptation with less need for affectual or'
emot ionial relationships and supportive cultural forces. . .. White!"
established and controlled the levels of American . ,social policy
In a way that enabled the vast majority of white people to obtain a
reasonable level of economic, social and psychological security. "I

For several years the Army has been aware of the intensity of tactial
tiis ion in miIi tary units; stat ioned t hrotiqhloii the' worlId. Black and
oilier minlority soldiers want the same, oppo'rt unity ito '1da11t within th'e
Ainmy tii whiit e soldiers , and, they want emlot ionl 0I ad tiI'l rpriona I coii-
dIlilola t hat will allow t hem to imake thlis adapt at ion. Thel, lerV-.'A lvi,
COAI'lIn ltil 1Of ctiikiail withini the Aimy aiiqttit tii uiien hed lot
,'ommteiaii withI the knowlt edqe , sot ivaition, anuW lerpt51. skill ii to
''.'.' Iop anid ma ita inl cohen ive , mu It i lt un ik tiilit aty iiiil . The purp'ote
ofI i ii repolr t iii to dotstri be thle deve I on li fin Id ttyolit 01' I
Ittaiiniiq program deignetd tot kimproveo tese qual ititen Lin okpaillsmidr

Kit1,04,1 It fol the) TrailLrM la

Ikiolin for, plow i 01111 tle ~o~yCilMiA-0d withi .~ A I e"i i tl~ii
,%Itllal proqurm to help ll..ni imlemenwt Army Fqual I tlportuiity poilicy de1-
penid upion three, basic colnclptill -

Thle AecuIt urtion of Ot Commaiider . Molit otf i ,olrl ate whIto, alld
Saly witen rt I i51tll i iye o m nr I yneeds. If the Atrmy ,'roat en ii,,

race telaItin 1011 roblema tiut Isle' ts those of viv Illall siovlety~,.1 ililli)
likely, then White officersn Would hJv0 VOU'hhil1y t0le s;ameI racial athtildel
asi othler whitots.

Ciilet, James I'. , lIt Und Plack aiit White. Now Yorki %?uairanqle llvoksi,
Inic. * 1972, p). 14,'.



The Acculturation of Minority Group Members. Experience has fre-
quently created in minorities a deep-seated, justified suspicion and
distrust of whites, although whites may interpret this as a psychologi-
cal problem or personality deviation. Minority soldiers may interpret
their comander's actions as being racially motivated much more often
than the commander does.

The Position of the Company Commander Within the Organization Hier-
archy. Although officers and noncommissioned officers below the company
commander seek his 2 consent and give him advice on appropriate action,
and officers above him formulate policy and procedure for him to follow,
the company commander is the most visible influence on the career and
state of mind of the minority soldier. He is the person responsible
for the effectiveness and wvifare of his troops, the person the soldier
looks to for protection and support, and the mediator in conflicts among
his men.

Planning the Training Program: Underlying Strategy

Five goals initially were hypothesized for the commanders:

1. Greater understanding of the conditions and issues promoting
racial separation and conflict in the United States;

2. Awareness of methods for analyzing the cohesiveness and level
of racial tension within a military unit;

3. Enhanced skill at interpersonal relations with members of other
ethnic groups so that problems can be discussed and plans made
for their solution;

4. Greater ability to coordinate the development and implementa-
tion of equal opportunity programs within the unit; and

5. Improved skill at monitoring the results of efforts to reduce
racial tensions.

These objectives were considered estimates based on several years of
race relations experience with commanders and reflected what a company
commander needs to do to fulfill successfully the requirements ot
AR 600-21.

tIe of the terms "he," "his," and "him" should be understood to refer
to both ment and women.



To check whether these were the most appropriate goals, a series of

interviews was arranged with company commanders and enlisted men to dis-

cuss racial problems, race relations policies and programs, the results

of policies and proarams, and command support. Through these interviews,

the expressed needs of commanders and enlisted men could be compared with

the estimate of needs represented by the five instructional objectives.

Interviewing commanders was important to (a) understand more about

the commander's ideology concerning racial problems, race relations pro-
grams, and the results of such programs; and (b) understand more about

the commander's perceived costs and benefits of involvement in race re-

lations work in the unit.

The commander's ideology is relevant to the training program because
his beliefs about racial problems will influence his interpretation of
instruction on the subject. His responses to interview questions could
also anticipate points of conflict in the tryout classes. His percep-
tions of costs and benefits of efforts in race relations is relevant to
his motivation. If involvement is seen more as a burden than a relief,
he may not have the initiative, innovativeness, and persistence for a
successful race relations program.

Interviewing enlisted men would indicate the urgency they felt for

action in race relations, what actions they perceived being done to what
effect, and what might be done to improve life. Enlisted men might well
perceive things outside the awareness of the commander.

Conducting the Interviews

Subjects. Individual interviews of 42 officers and group interviews
of 104 enlisted personnel were conducted at six installations during
March and April 1973. In the officer sample, 62% of the interviewees
were white and 38% were minority group members, primarily black. The

104 enlisted men were interviewed in 37 groups: 50% were white, 33%
black, 7% Puerto Rican, 9% Mexican-American, and 1% Asian. The over-
representation of minority group members in both officer and enlisted

samples was deliberate to insure that a wide range of opinion was avail-

able from those persons whose futures in the Army may be most signifi-
c.ntly affected.

Interview Protocols. The interviews were scheduled by the Race

Relations/Equal Opportunity office at each installation. The officers

and enlisted men were told before the interview that the interviewer

belonged to a civilian orqanization working to develop a training pro-

gra(m in race relations for commanders. The purpose of the interview was

explained, and they were told that although interviews lasted from 30 to

60 minutes, depending upon the responsiveness of the interviewee, it was

seldom possible to ask all the questions because of time restrictions.
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lin addition, some issues were explored in more depth if the interviewee
had particular experiences or strong feelings. Because of this varia-
bility, the overall interview results probably do not allow the kind of

V cross-post comparisons that a standardized survey would allow. However,
much informsation and a better understanding of what to expect in the
training classes emerged.

Summary of interview Results

Most significantly, company commanders, enlisted men, and those who
formulate race relations doctrine have very different ideas about what
needs to be done, how it is to be accomplished, and what constitutes
positive results. These different ideas interfere with understanding
and correcting race relations ptoblems.

Several components of the commander's beliefs interfere with his
involvement and support for race relations efforts. First, meat com-
manders, particularly whites, see little need to protect minorities
aqlaiiist discrimination; they perceive discrimination as infrequentt, ais
the invention of mninorities, or as occurring outside the influence of
the conintder. Second, they see the tace relIat ions prom; tam as havinq
been developed for the( onlistei wetn who "own" the ratce problem; they do
not se,- t.hIt chain of cosmmanid as part of the problem. Thbirid, commanders
see far more cost that; bottefi -- it iimproving race relations and so main-
tain otnly token promgrams itt thme ir units,

The effects of thle commamdv'r beliefs and con~toquettt low level of
ittvo Ivemei in race rela-iomis were clearly visible itt interviews with
en;listed men . Enlisted mett differed m; teat ly ilt their porceptLiot of the'
importatnce of racial issueis itd in thevir cottcernt about racial problems,
it they concmtrred that to qigttlficeatt piomirams of race relatiota existemd

in thtei r uits, i; Educatiotn Promjramm ava ilablhe were scott at; it trmttin
bitt ittef fect ivet of fitrs to sat ttpl race te hat iotmt couittcls Compl etcely
lacked credibl~dity ; the chaitt ttf cosimid watt Sot t Siit urspotie o t

cottpl aits atid it relhativelhy uiti mvol voh with thlt tedit of tie met tt uett
atn itff icel t' 1t.ti~m be ettbarrilsmet by a Compl.tIt; t or by att intcident it bitt
uitiI. A la rum percot;t qe of the etilisteld ttlett tiemed to feel etither
frightetted of tit attmIry toward tho comtpatiy chalin of coumtiandh

Analysils itf the itorviows led to aevora±i adihuilml (oals fotr titte
curriculum;

.Tit perui~tade ilet cotiviatiders that th toi pics itt tho tral iing cur--
riculuet work) rolevuttt to their Jobsi



2. To demontrate the rnality and pervasiveness of racial dis-
criminlation; and

3. To shift tile commanders' attention from the enlisted men to tile
chain o,' commiand and its actions.

Thle orliginal1 hypothe'ses about thev lesson oh itct ivis of t he cuirEice ten
were st ill considered r enable. buht possibly not aittasinablea inl a brief
pvoqircut. Blased onl thet interviow dat a and rationale developed as a re-
s ilt. of experience inl work ink; With commanldrs, the fivel broald qo s iia
lea rein.] objectivesn were finalized iand were kilkd as thle eusson objlect i es.
F'or each lesisonl objective, thle train in, topic,; required to 0 nt i 11 thet
lelsson obecie weed -emined. F~or each t rain' n;..1c , 'A lesson01

outline, and thet re~oi rod proq raml of inlstruct ion wats rteti developed. l'te
le'sson oh ioct ivos and t i iinq topics inc ludedl in the orriciiloin are
out lined inl TabI' 1.

ter int the lielId t r ia is, topic. 7 ( Surveys andk Simall G roup~ D)i acunsion
Met hods) IWas completely revisedt, topic a1 is tiet rev I nod vtrsion, tinste V-

sta.nst itq the lit Itta of SO 11vol's ,,nd Smial ;I.roiup onLcn oi ily onek
vo'rsioi Wall prosn.d 10 a '11 viiii , .1h.

41"1isos I ryont ni ot tilt CM .ir il tii wi'l , ,si l tt,, t twos Army' iii-

tA lati ens (Wir i is May , '1110s, diid Juily I9 1ii. theiio Iyn sWoe 'Coliiiit at
at Post A, Mtay t n J."aim- tue4-8. At issnt it, Ih tie i outs we sondistiit '

Otily It-hli and 5 te ty tit-Aeqosit 4. A .11sitviot mit ru-t ion in1tlA Isis w ei't,t
tit s'ai'1 hum asi on a ti vonl pomi . The' ints leots mwortIm sIt I itali ,'liaut 11 wlii

Were a, I that pllaitoon leadersl ,,u Cotispalty i'Xs'slit I v, otI isski o W10' a , "ali-
Ittilt wtio war,' colinly "00111iit11,1 Il, siis n ma jt ti Wita Itses'b"11 OVAIlls.ey OUHii-

11nitetli andt worts,is ulitie all i,,tta lion X0i11 It t l'.1iti I itiot t oi oI I toett

by ralcta.tI each iltita I tt i on il tilown tit Tatble

'itt, t loic Co amijosiIt toll ilt tilt oa m and ,t i ,I, 11-it ir ,It sni l,'tit y pal.

I il lst Ion l11i iincei tili) plo'iels l liii th la"Iii tall .1 ,loon Itist (ii I y
1'oliveY til't- lit sir lileroilionl of minlor it tli ti' WII witinilt ole s~c
11-ttill,11. Fisr 'xanjIt', ksill, bi -ac t tti c', at l',it A, ii sssit 1, and on"
tI4iwal tan osfitsa at 1i'11t It, Ci' ll t , wark' it'lasti, ty quie .110 nd iii,ilit

t lye. A Mexivaii-Amorilcmn at P'on~t A, Cls'Itn It, andi an ledil laiit Posi It,

i'Iatill It. wt'ri't oh sitoltl lit fadvior o1 asliil i list l t li wli I

Uii UrO a tilt opol I dls~to ,,'lWith 111i1su1t .t ti, 111,11 il Ion about 111m~rill' t

kiroitpa At 10,51 A, i' ain I1, when'inilosrity I' o li011 ~1mber' iii .wart' .1 I's',ii

nittotedisi hst h onoe atot hor imid thle WIlt rnor TsI, white coninanid,sti Itom

mtolt cartafit aboust Wthait tisty naitt and mnore likiety t o isni iss tt.'t own
at t i udit tato tat% 4 tImp Iy to denly, rat tonairi:,, or hI ann'. Witit litiI llt

I ty mtsnwibos Witr. activ I n da~,Iii ~,nled Wit the tile tnlirittor5 , t lii s'lsn



Table 1

Objectives and Training Topics

Objective I. Minority Perspectives

1. Mexican Americans
2. Puerto Ricans

3. Black Americans

Objective It. Methods for Change

4. Resistance to Change
5. Gaies

6. Stereotypes

7. Survey and Small Group Discussion Methods
S. Understanding the Results of Survoyn and Small

Group Discussions

ob-Jecti-ve tIT. Perceptions of Role Relationships

9. Role Trxpectations
10. Theory X and Theory Y
Ii. Personal Cornllunicat toi
12. Guidelines

Objective TV. Program Development

13. Conmander's Role
14. Capitalining on Interest
15. Approaches to Dealing with I'acial Tensqo
16. External Consultants

Objective V. Program Mon itorinq

17. Seminar as ivaluatlon
.I,. Dysfunction Indicators



seemed more openly hostile to minorities and to the ract relations pro-
gram. This occurred at Post B, Class 11, and Post A, Class 1. When
minority group members were relatively inactive or nonsupportive of one
another, they tended to be ignored, and whites tended to express nega-
tive attitudes toward race relations efforts.

Table 2

Distribution of Officers by Race and Site of Curriculum Tryout

Site White Black Indian H1awaiian Japanese Mexican Total minority

class I

P'ostA 4 2 0 1 1 0 8 50
Post B 8 1 1 1 0 0 11 27

Class 11

Pont A 6 1 0 0 0 1 a 25
Post B 7 2 0 0 0 0 9 22

Total 25 6, 1 2 1 1 U6 31

Conflict between black and whitei officers WAs obseirvod in varioust
forms in overy class, but seldom were the conflicts acknowledged and
tvalt with directly in theo group. In one group, a black lieutenant WAs

asked hill reaction to being addressed by a black enlisted man (FX) all
"brother lieutenant," Heo said under somse circumatancen this Would be
acceptable. Seve:ral white officers counseoled him to think of himself
al ank officer first. and a black second, -ALhoughl their react ions during
the rent of the clans suggesoted that they thought of black officers; all
black(. firRt and officers second. InI several classes, black officers
raised doubts about the of feet.ivenotin of race relations progtrams and
were told by whilek officers either that such criticislm wait kil Just if ivd
or thait blacks now had anl advantage in the Army as a result of race re-
lations proqi. 14.



Data Collection Procedures

The data collection team consisted of four instructors and one ob-
server, all trained race relations facilitators. The team was half black
and half white, half male and half female. The observer was a white,
former Army officer who had experience in dealing with Army commanders
on race-related problems. Subjects were seated at tables arranged in
the shape of a "U." The facilitator sat in the open end of the "U," and
the observer sat to the rear in a position where he could see and hear
the class interactions while unobtrusively taking notes. A fi-cilitator
was responsible for presenting a given topic in the curriculum; back-up
assistance was available, if required, from another facilitator who
served as the assistant instructor for that topic. The total time re-
quired to complete the course was 36 hours. However, several subjects
in each class missed blocks of instruction because of "more pressing
business."

Methods of Presenting the Curriculum

Some Underlying Considerations. Research had indicated and experi-
ence had confirmed that new information about race relations would be
resisted by a variety of ego-defensive maneuvers. Negative attitudes
about minorities once were simultaneously among the most widely held and
viqorously denied characteristics of American culture. The personality
that is inclined toward prejudicial beliefs clings to and defends those
beliefs despite evidence to the contrary. It was anticipated that a
number of students in each class would resist the presentation of materi-
al contrary to their acculturation or psychological needs. In addition,
literature on organizational change suggests that conditions under which
resistance can be expected to emerge coincide with the structure of the
Army race relations program.

Review of FM 21-6, "Techniques of Military Instruction," suggests
that a substantial amount of resistance is not anticipated in normal
military classroom situations. Therefore, the techniques outlined there
were not considered the most suitable for a presentation on race
relations.

Instructional Methods. Two methods were developed for instruction,
and they can be viewed as strategies for dealing with resistance.

Method I (persuasion) requires instructors to deal with resistance
in Lts final form: coqnitive distortion. The assumption is that emo-
tional pressures would cause some students to resist accepting informa-
tion presented in class and that these students would distort this in-
format i on by a variety of methods. Using Method I, the InstructOr woxld
:;crooll cla\ss react ionst for this distort ion and wo11d correct. .it. The

s i ;rictor ' srole under this method was one of persuasion.

t)



In practical application, the instructor categorized student reac-

tion into one of several possible categories.

The student can

1. F'ail to hear or see the new information, or he can misunder-
stand it so that hie perceives it to fit his existing valuesi

2. [fear or see the information accurately but deny its validity
so as to maintain intact the integrity of his existing values;

3. Shift hiis existing opinions and beliefs toward the position
of the new information and attempt to accotmodate both in his
value systems

4. Aba,tnt his previous value position and shift Is, beliefs and
opinions to a point centering onl the new information, or

S, Dwngriado or abandlon his previous opinions and beliefs, mini-
miaw, or deny thlt importance of the new information, and with-
dratw from involvemsent in tile issue as a whole. 3

if the rect;ion fell int;he first categjory, the insitructor "actively-
Iistented" ut i I the atudeott. was satisfied with the instructor'sa state-
slent of' the Mlukient sa positlion. 'VTo instructor then~ reviewed evidence
lupportingq tite point in question, pointed out flaws in the studentt,
rvatolli ti', mt rodutedl new supporti il eqvidence , ur used other persuasive
ttechniques until the student. either correctod hit; disitorted perception
or it bovalse app.;reot that noe correction was pousikle.,

If tilhe react ion fell in% the third category, the instructor madeo a
va hi,' ludqttsettt as to whe t the student 'a effort at accoiriodat lot was
Ru f floInt to preseorve the va lue Of tit he pint in guestlot;. If not , the
tat ntictor uteed pertitasio ye technique;; to encourageo fu~rther movemptnt oit

the part of thet situdt, in% either cae, Lte intstructor prilsed the
student for bli;n opten to the flew information.

k- I he reoaotIon fell in (li, fourth category, thte ints tructor pra Iitod
Litt ,; utient Antd pointed out Lte praetical value of his) new beliofs whlo,-
ever )ettlible.

if thet reaka o;ll i I till) fifthI categlory , te insitructor exp alitedI reationit for the irllportanc~t of tlio point In questlot; and theo t1gat ive' cotl-
teqklencett of at tail ure to iie;; the importatio of the po Iint Wh~ieinver ;;os-
oii' i, t.I;,; it;;t ructor, woutld vi to Army Hege lato (htit)111 , the, Uit;Iversa I
;Clo of M 1Ltary JutitiLeo (UCNJI , or othter respeted sources.

3 
iiintdtrti, tGeortio. To live in; Froedom. Nor-man, Okla.i University of

Oklahtoma Press, 19)2, p. 192.
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Method II (rational inquiry) deals with resistance at the emotional
level as opposed to the cognitive. It attempts to provide the student
with a safe environment in which he can explore his feelings and examine
their implications without fear.

Teachers and supervisors can change attitudes by uncritically ac-
cepting questions and ideas and by helping others develop sophisticated
skills of inquiry--stating, refining, and testing hypotheses. To do so,
teachers must orient their techniques to their students' or subordinates'
backgrounds, needs, and abilities. The superior human relations envi-
ronment has many components, including the following:

1. It accepts each individual as lie is ar~d encourages accepting

behavior on the part of each group member toward every other
member.

it leads each member to an understanding of the reasons why
different people live aq they do.

3. It fosters interaction among representatives of different
groups by granting each representative equal status.

4. It tmakes it possible for each group momber to achieve, but net
at the expense of others (Henderson, 1972).

in practical application, (a) material presented by the instructor
and the idean or objectiona of students were not labeled as right or
wrong but simply as worth consideration, (b) After reeponding to a stu-
dent's question or objection, the instructor turned the question over to
thw class In an offort to foster studont-studnt react ion. (c) The
o,:eg waS conducted on a ifrst-naise batsint In an offort to reduce ralk
ba rrrie rs. (d) The iintructor pra isod expression of feelings and pro-
totod etndonts from reject ion or overly harsh criticism from other 5tu-
Idon s! by iedlug sromet merit in any statement m lade by a studont. (e) 'The
Instructor encouraged honest (but nonrejoction) feedback amonq students.
(f) The instructor attempted to teach tle proceo-s of rational inquiry by
translating student expression into a hypothesis that could be validated
or invalidated by evidence that had been made available to the class.

Methods of nvaluating Curriculum Impact

The impact of these field trials wan evaluated (a) by ohbervatiOt
of the group process In class, and (b) by completion of a questionnaire.

Obsovation. The designated observer in the data collection team
ol'orved and recorded the group process, or the asaistant instructor
listeod to the class reaction and made appropriate notesg during the
class presentation. No atandardlzed sot of observational categories was
used. Rocords consisted of the comments of individuals in the class

clas
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that soemed to best illustrate what thle observer saw as the major con-
corn of the group. The observations Made in each class formed a rough
outline of thle major themes that emerged. observers were not tryxing to
document either change or the lack of it; they were looking for concerns
that could be expected to recur in future classes, Consequently, the
material collected often pertained to points of conflict between thle
class and the instructor.

Ztiestionnaire. A questionnaire was a;dministered to each part ici-
pant at the end of the course or sections of the course,. Although the
tons; of the questionnaire changed after the first two tryout groups.
a1l versions coveted thle lesson objectives, thle Course topics, and the
qual ity of inlst ruct ion. Each of thle five lessonl object ives was Vated
'llonsi a 5-point scale accordinq to three, criteria; (at) relevance to the
teal1 ptoltems and de~mand;; of race relations at thle company level; (11) oul-
phasis--how msuch emphos is each1 ob oct ive sihoul litb 'iven inl the course;
(c) attnt- -how Much change thet per son experienced t owaIrd the obj ec-
tt ve. Al; addititonal section asked for -ommota salout new s)kills or ini-

format ion that mlight incr*~ease c-ourse e i fcti voneoss'

The V/ c-ourse topicsi wer ti va luatt' aon three d imen;;lions;
(. olo valtoc to tilhe nees1is Of t ciesApanly olissand'er; (I en oymetnt -- how

suchi the toptic wasIi kedi (c) I e,;rn in'] -- how mutch was learned f rom thet
topic. Ti'it ssect ion was ,dtat it I store'd att Ot end of the wholev course t o

tho f ir;;; t ra i n t nqi riotip. At the ir suggesint Ion , I ate; it Iloop;; weto .tskod
o f itt out t;ist sect lot dai ly. F~in~alIly, tilhe partic i pants we to asked
to cssssott1t aixstut. veh of tilt) ftIts; ud prftCtilk cteXtVC It ie tilt) e0111ri0.
tiecilkset not (VIt o ff1 ot;; filled Inl thlt quo;; tloitna Irell, inotfle of it( tht o-

sitt ts waiy be Losis villid that; if rotponfsOl; were) More col; tpotei.

Notitod of Illstl.tiott

'Trin ier cotiotntt ind ixt di tat Itie two nttttt ill o;.t hod; it Aid
ttot Illotltte itty litiiIttitnt stif fetsticent It% Jia i tt wit;the elet Olot;.;11

an~d or'tat;izat lona 1 1tisue; t hat eMergeid lit ctis dliacumi ln;;. AlIt itouih
tilt- t rat tcoo felt that(% both i%.ppyeACitll Were1 VA~~lO stal I deAl ithll
intci Illation;;, t hey tell ot o r ti mithioui wilt; -olt; tit I I y solst tsr. T'ilt%

rtioutt i n ld icateod tttlt there, wore Importatit vr .1; o; tse lat log Witini
t'o~ v1attilr'XmIt ttat Is; that- oteee to iii;;raot Wilt% vcitt ot a ,nd mothituw

of lust ructiot; becate thte name toptc I anittt Ity thte tiamet met itiwi;;Mtnd
itsutrttlo to sifforottt groups bo'emed to ihave di fferent impacts,

It; cote cltains, tite met tes of persua~; so; tiMottled it apspearesd t-o he
sticce;;;; f in Ii protloeti ttli Like topisc.* "Hothiodm of Ittrpi oftistl ;tthi to
I tliIcat it;; of T'eitsloii." Tit oi ,ltt wit alceptet11 it) lartle pi'' ionl

of te cotmeatisir; in thtat motit 'Aigrstd Witih tite mithos t 01reoirda;-kool's

duscribod it% thve lata. This blck of IiStrUctitsu lottit Itself to -A



Method I presentation because of its internal structure. In essence,
the block is a series of logical statements leading to a conclusion:
if A, then B; if B, then C; etc. At each step in the process, the class
is invited to agree or disagree. When the conclusion has been reached,
it is very difficult for class members to disagree because they have
already agreed with the major and minor premises leading to the conclu-
sion. In this class, even though many officers were obviously uncom-
fortable with the implication of the conclusion, they agreed with its
correctness.

However, this method was not successful in presenting the same
topic to a class on another post. In fact, none of the white students
in the class was persuaded by the presentation described above. Though
the class had to concur with the logical nature of the presentation,
their argument was that such records were too dangerous to keep because
there was no method of guaranteeing their security. Though the instruc-
tor thoroughly pointed out logical contradictions in class arguments
about security, the class remained unconvinced and became increasingly
uncooperative about exploring the issues.

The rational inquiry method (Method II) appeared to be successful
in presenting the topic, "Games Soldiers Play," to one of the pilot
classes. This presentation seemed to have a nwerful impact on the
class. The instructor discussed emotionally loaded topics in a non-
judgmental fashion and was supportive of critical thinking; the class
modeled their behavior after his. The class members admitted their own
inoffective behavior, voiced criticism of their superiors, and dealt
with other "hot" topics in a comfortable way.

However, this method was not successful in presenting the same
topic to a class on another post. The instructor's behavior was essen-
tially that of rational inquiry, but the students did not accept the
instructor's observations about the destructive properties of games.
Students greeted some of the material with laughter, and several ob-
served with pleasure that the class had taught them how to be bettor
gamosmon--the exact opposite of the course's purpose.

Observations of Comanders' Reactions

The group processes and the reactions of the comanders in, each
class were observed by the assigned observer (and for some classes, by
the assistant instructor). A summary of these observations, as related
to each of the five lesson objectives, is given below. A more detailed
synopsis is included as Appendix B.

It is important to recognize that many of the observations of the
group process in the tryout classes are interpretations made by a single
observer. In addition, observers were looking for signs of resistance,
not agreement, and consequently a selective perception of events probably
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occurred and influenced the description of the group process. The ob-
servations are reported, however, because they provide some useful in-
sights and typically demonstrate problems in training commanders in
race relations.

Objective 1, Minority Perspectives. Most commsanders found it hard
to accept and to deal with information about the historical relationships
between several minority groups and the white majority. Almost no one
questioned the accuracy of the information; porhaps that is a reason it
was perceived as so threatening. It was anticipated that the informa-
tion would make the comilianders consider what kinds of constructive cop-
inq responses needed to be made, and in some instances the material did
havo that effect. Out in many cases coxmmanders dealt with their sense
of conflict and tension by denial, rationalization, and minimization.

Objetiv II Mehod ofChage.A dilemma for the commander
onmerged: if he is skeptical about the need for change in race relat ions,
can his own superiors and subordinates really believe tin such change?,
Is r~ate relations so important tu the Army that playing qames is really
glotog to bit given uip? What justification canl the Commander find for
giving vigiorouis support to race relations programss? At this point, thet
answer still seems to be "not Much."

Objct veII ~Perejion o Roe e lat onsh. Another dilemma
ottsergeodl How Canl oneL maintain a respectful distance from subordinates
aund ftill ttssmunicate enough personal initerest to develop the trulit
neededi to copeN with racial issues? Porhapi the "cure oif lpersconal con-
tact ill worse thanl thet condition it Is supposed to correct. F'or mny,
hilt reqluiremsents of thlt organilatil Inmay be Used to mask personal anxie-

tiest about interracial contact.

y)bjec ivo IVrgrmlcset Doubre about the sili ficancet
kit tracial p;rLoblIMS, dloubtfi about the conIcert; of sluper'iors With racial
problemis ' And allitlety about contact with minority group members sleemed
to (.ulmlt~jte tin a dofotlgiva comlpromiseo. Racie lrotjraste will reeive only
tokenl suppJort because the costs of thet) ommanders'l involvettint with tact'
rolaitions; Seem to far outweligh the beinifits.

ttl~r'% Monlitoring' at proqrats to which
one in g ivingt onily token support seems of little tite. Itn fact, it seemsit
to carry store datnqert it; the forms of mistaketn inference atnd miqusedu tit-
foosnuion thtatn it doest bettefitts. Cotnsequently informail ratheor that;
formail monitoringq prob~ably will be used.
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Comsmanders' Ratings of the Lesson Objectives

Commanders rated each of the five lesson objectives for relevance,
attainment of objectives, and degree of emphasis required. These data
are shown in Table 3. The S-point relevance scale ranged from "little
or no relevance" with a weight of 1, to "high relevant" with a weight
of S.

Table 3

Coausanders' Ratings of the Five Lesson Objectives

Objoctive Objective Emnphagitl
re levance attainment neodod

LeOssonl objective Mean Rank Mean Ranik Rean Rank

I Minority perspective 4.01 2 2.93 2 2.86 4

11 Methoria of change 3.94 3 3.01 1 .2.97 3

III Porcept ionn of role
relationships 3.91 5 2.907 3 3.26 2

IV Proghrami developmen'It 3. 93 4 21.77 5 3.63 1

V Programs monitorin(g 4.04 1 .79I 4 2.20 5

Mean rating 3.97 2.907 2.991

Asi tihown in Table 3, commandera rated all of the lenson objectives
all relevant, With all of the ratings approximating a weight (if 4. Fighty
pxeent to 874t of the ctsmandurs rated each objective elither "relevant"
or 'highly relevant."

Pot Lte attainment factor, commanders wore required to indicate
the extent to which they experienced any changeu in the direct ion pr-
poserd by the object lye. This factor rangeod froms "no change" (1) t~o
"very considerable, change" (5) . Thle ratingo for each objective approxi-

matt, the middle rating factor, "moderate change," with a weight of 3.
At least 62% of convianders indicated at least a moderate change for ob-
joctives I-IV. only 50% were influenced to the same extont by Objec-
tive V.
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Finally, commanders were asked to indicate those objectives that

should be given the most emphasis in the course. The factor ranged trom

"least emphasis" (1) to "most emphasis" (5). Review of Table 3 shows

that Objective IV (Program Development) and III (Perceptions of Role

Relationships) should receive the most emphasis, and Objective V (Pro-
qram Monitoring), the least. It should be noted that the largest per-

centage of commanders rated Object I (Minority Perspective) as needing
the most (36%) and the least (45%) emphasis.

Commanders' Ratings of the 17 Blocks of Instructions

Commanders rated each of the 17 blocks of instruction for relevane,
degree of enjoyment, and extent of learning achieved. These data and
their rank ordering are shown in Table 4. These scales, similar to
those described earlier, are typical 5-point likert-type scales.

Rankings of the commanders' ratings of relevance indicated that
Role Expectations (8), Commander's Role (12), Personal Conulunications
(10), and Games (5) were the four most relevant topics. Surveys (7)
Black Americans (3), Mexican Americans, and Theory X and Y (9) were
judged to be the least relevant.

Ranking the commanders' ratings of enjoyment revealed that Games
(5) , Role Expectations (8), Personal Communications (10), and Guidelines
(11) were enjoyed the most. Black Americans (3) , Mexican Americans (1),
External Consultants (15), and Surveys (7) were enjoyed the least.

Similarly, a review of the rankings of mean learning ratinqs shows
that commanders learned the most from Guidelines (11) , Games (5) , Role
Expectations () , and Puerto-Ricans (2), while learninq the least frc ,i
Black Americans (3), Capitalizing (13), Theory X and Y '9), and Surveys
(7). Apparently the material presented on Puerto Ricans was new to the
commanders, whereas the material on black Americans was not.

In summary, Games and Role Expectations were considered to be the
most relevant, most enjoyed and provided the most learning, whereas Black
Americans and Surveys were at the negative end of the continuum.

Commanders' Evaluation of the Films Used as Educational Aids

The four motion pictures used in the course were qenerally per-
ceived as valuable supplements to the instructional prog.ram. CoNmlents
about each of the four films follow.

No More Mananas (Insight Films, Paulist Fathers, acific Palisades,
Cal if.). The reaction to this film by most commanders was rosit ive inl

that the movie powerfully communicated the Mexican American's feelin..
Nea,rly all conanders felt the film was hiqhly relevant to the di 'uss i e
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Table 4

Coimanders' Ratings of the 17 Blocks of Instruction

Relevance Eon learning

C.;urse topics Mean Rank Mean Rank Mean Rank

Uesson Objective 1

1. Mxica Amexticans 3.53 15 3.35 16 3.02 6
2. Puerto Ricans 3.73 11 3.72 11 3.18 4
3. Bl.ck Americans 3.52 16 3.26 17 2.26 17

W sson Objective 1I

4. Rei n ce 4.01 8 3.82 8 3.00 7
5.0ms4.11 4 4-.12 1 3.3 2S .

k. it-*',ot ypes 4.05 1 3.9; 5 3.03 5
7. utv yt t.2I 1' 3.55 14 2.72 14

a'IsmIo Object ive I I I

P. WIol R)''ctal k'ns 4.2 1 4.113 7 3.22 3
". Thoory X and Y J.53 14 (..,0 1 .,62 Ii,

10. Portiona1 I Coivouniolo ItOn 4.11' 3 4.2 3 2.05 0

11. .u I de I ,Iie 4.04 7 4.17 4 .1.42 1

,,l1on Oblect i',, IV

1. 01,11 1,1e 4.4 2I 3. 94 1) 2.4 4
11. C*.'q l.i I l l n4.1' 5 3.0 , 2 2.6 14,
14. Apl'roaeh, 3.111 10 J. 1., 10 2.75 13
15. R:tLn.1 l Conuwltwait 3.70 12 3.43 11 2.82 11

inlAson objoctive V

I. lndicatuor 3.114 9 .10 9 2.77 12

17. Seminas 1.59 13 3.04 7 2.89 1v
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and to their life in the military. There was some concern, however, that
police and other institutions were portrayed in an excessively negative
manner.

Boy (Anti-Defamation League of B'Nai B'rith, New York, N.Y.). Al-
thouigh blunt and sometimes abrasive, this film was rated very effective
and relevant to the goals of the training program. Most commanders felt
the exposure to the different roles blacks and whites play was an impor-
tant element of the program.

study in Color (Aniti-Defamation League of B'Nai B'rith, New York,
N.Y.). Feelings were divided about this film. Some commanders felt the
movie was too deep and over their heads, and others rated it the best
and most effective film for starting a discussion.

Is It Always Right To Be Right? (Stephen Rosustow Productions,
Santa Monica, Calif.). This film received the most positive comments
from viewers because it effc-tively communicated its message. Some
commsanders recomended developing a practical exercise for uso in .on-
junction with this film.

Ratings of Practical Exorclsos

The tracticail exeorcises usied inl the course were also seen as a usle-
fill addit ion to the instructional program. with only a few exceptions,
the collanders regarded the practical exerCices as an excellent means of
making the class,,rom poilits more meaningful anti relevant to their role
ia %cossande r z. Molny suggested that they would b'e able to translate the
exerciseis into a flirr for usle in their own programs, Commanders recom-
imended additional practical exercises because they wete useful in stimu-
latinq %iroup discusision. O~nly a few participants had difficulty applying
the exercisesa to thoir own situations.

U.SCUSSION ANO CfxlCLLSlNS

t'he pervasitveness; of complaints of discrimination within the Army
s!iuqtents ain urgent need for coissand underlivAndinq of and slupport for
,'fflirtl to efdue instanlces oftaicial dinharmony and to carry out the
ltolivieg s ax st forth i n %R C,00-21. gffectiveness in implementing these
IPolicies depenods onl tho knowledge, ski (Is, andi mot ivotion possessed by
the leaders responsible for their enforcement. Previous ARZ research
has; shown that becauvte there is often little meaningful, positive con-
tact between different ethnic groups, many Army leaders lack the motiva-
tion and interpersonal skills necessary to develop and maintain cohesive.
imilti-ethnic units.
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This 36-hour training program was developed on the basis of experi-
ences in working with unit commanders and interviews with commanders
and enlisted personnel in these commanders' units. The program included
those topics judged essential to improve the commander's motivation,
knowledge, and interpersonal skills essential for the resolution of
multi-'thnic related problems.

To cope with some of the problems inherent in training commanders
in race relations, we focused in the commander's training curriculum on:
(a) understanding the relevance of the instruction to the commander's
job, (b) acknowledging the reality and pervasiveness of racial discrimi-
nation, and (c) shifting the focus of attention in race relations from
enlisted men to the chain of command and its actions.

In addition, ve worked to develop instructional methods that could
be applied to coriect cognitive distortions and resolve emotional resis-
tances b]thcking involvement in the Army's change effort. The approach
guaranteed a relatively high le.7sl of conflict within the training
classes because some fundamenta beliefs and perceptions were examined
and challeiged. We believed that without efforts to correct misconcep-
tions and to reduce emotional reoi&tance evident in pretraining inter-
views, there would be little basis to predict more for the Army's race
relations effort than noncompliance, tokenism, paternalism, or demands
for assimilation. Such inaction wouid perpetuate the problems in com-
munication, problem-solving, and decisionmaking that create racial dis-
crimination and racial tension.

The research was designed to explore the effectiveness of two
methods of instruction: rational inquiry, a nondirective approachi and
persuasion, a more directive approach in overcoming such resistance.
Neither approach was consistently effective for all topics on two di"-
ferent posts, resulting in the postulation of an interactive effect
among course content, method of instruction, specific group process
(attributed to local conditions at a given installation).

Initially, the teas of instructors was faced with open hostility
by the colmanders. This hostility continu d throughout most of the first
day of each class and was only gradually replaced by respect for the
professionalism of the team. Several reasons for such blatant hostility
wore hypothesizedi (a) the team was civilian (nlthough it included per-
sonnol with previous military service)l (b) two members wore female, one
of them black--ome commandor may have resented females, particularly a
black, instructing them on how to handle their problems; (c) the reponse
was typical initially to race relations training because comsander felt
they wore being imposed upon, were too busy, and did not need the trait-
ing. Although it was strongly suspected that the hostility was due to
a combination of all three, it was never confirmed.
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Although the instructors and observers did not feel they under-
stood all of the processes involved in specific class reactions, several
factors seemed to be operating frequently enough to be considered as
possible sources of influence upon the overall interactive process.

First, the extent of command support for race relations and equal
opportunity programs at the battalion and brigade level seems to influ-
ence the company commander's view of the need to attend race relations
classes and to examine his own beliefs and values. If there is low com-
mand support, the training program can be seen as irrelevant and sug-
gestions for change can be more easily dismissed. If there is high
command support, a commander may be more willing to cooperate because
the benefits of involvement may be more clear.

Second, the commander's experience of personal involvement in in-
cidents with racial overtones seems to influence participation in class.
On several occasions the most active white participant in a class re-
vealed that he had been the target of a complaint of racial discrimina-
tion. This experience seems to create a strong need to examine racial
issues in more depth to determine if one has behaved improperly or has
ben unjustly accused.

Third, the commander's racial attitudes seem to determine the ex-

tent of is comfort in discussing racial issues with follow students
and with an instructor of a different ethnic group.

Fourth, the commandr's background before entering the Amy seems
to influence his sense of involvement in minority group problems. For
uxample, commanders from states with a reputation for oppressive treat-
mont of minorities often seem to feel on guard against criticism, and
so1e, perhaps, are more motivated to counteract points made about the
worth of minorities and the extent of injustice thoy have experienced.

Fifth, some of the interpersonal norms of the Army concorning
respoct for rank influence reactions in class, For example, some offi-
curs find it veri hard to be informal with officors of lower rank. In
ono of the practical exorcises, for instance, the group task was to
soloct a chairman whom they would personally prefer to be their leader
in a discunsion. Two majors in one class compared dates of rank and
then annowiced to the class which ono of them should be chairman. Even
though some class members did not like this suggestion, no one would
go against it. This lack of opposition seems to be part of a larger
process of ignoring or denying interpersonal conflict because it is
seen as potentially disruptive to the functioning of the group. One
effect of this denial of conflict among group members was to focus and
to intensify conflict between Instructors and members of the group.
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Although the Army is making a major effort toward reform, there'
seem to be a number of individual constraints operating upon commanders
at the companiy level that reduce their involvement in race relations
programs. some of these constraints seem ultimately to involve some
fundamental personal beliefs that are widely shared. There seiems to
be a belief system characteristic of many commanders that includes, thet
notion that thle Army is truly a melting pot in which men of diverse
backgrounds labor to fit in. As a result of "playingi the gam," ac-
cepting the premise of the Army, and assitsilatinq into thle Army systels,
anyone can succeed. Relatively few seem to know or to acknowledgle that,
until thle war tin Vietnam, blacks and whites, had itever fought toq et her
onl a fully integrated basis.

Al thought mos t believe that prej ud ice exists, few soem t o acknow I c,je
tilt real i ty and extent of ra tl digcr Intlnat ion itt American Iitev. Por
many , a race, relations prog ram should have as its ulIt imate gout thet ,tc-
ceptance, of the Army as at system, not the acceptatnce (if divers it y wit Itit
thle Army. Consequently , many commandies perceive Lht minor it y g rotg
members, patIicu larlIy enlisted mein, "own" tilhe race re lat ions p'rolem.
lot thItse comattders , Ituppor t-in ttlte race re lttions pr,Irat m IIVO 1,-
vitIing odtca tlott witint the ttnit when t itm' plltertttt anttd it ,lvetti t itt
tuntit contflIictsa whetn absoltely necessary it oCorrect ilt i suttdrs Lantd in'ts
attd mistpercept iontt . Most 0ottsttutders , a IthItitgt Ihey ,tektow ,litt' Ito, lio-

ttI ,l conect iont of sutcht actilvitIy to thle tttisslont, do it'll I in suI tcht
respontsibiit iIlen mt'attiltg ftt or rewariditl . It, is likely thtat manty vomt-
tntdertt feel utcolltfort tllt %trountd peole of0 d iff Cettt et-littt i iir,'ps .ttt,
will probblIy ted ItolIi be fore thiey Call htelp tt.hlt t iit 1 rotv, r"Itce ro' Iti ,ttt

'fltn t,tl p lrov ide st rottg IttttIt ivtt lt Co rtIt t sjo ia isso Irati ti tt

effort hltlt mtatty ttbtttlltt, Matty of thIont' be I ttq trai ttt', dot tot see, themt-
ttelyon .ttt hay hog atty role itt tit' prolem't, Atty rt'ttlutttlit iIit y itt It,'e

pttot rat, 0or atty cott Irt over tle factors .talt ft ttnettt hot Itltt prttlem

at alt ittltptt Ithott or ant obliglatiotn thatt all ,1tt OpyoI. kitt It Iy to ltieott' pu, Il
of a .111 tetilt att Chltattge

Tilt) currentt vonsttattd'rtt' Itra itttl cttt tri ctt il tol ibe imptrotved, I'
t'ivoIponl ttpIraot Ivcal exe rc Iitit morte cotto rueot withI It tit- pol I mst' Army
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occur. Further studies of these questions are strongly recommended
because they could potentially contribute to a meaningful revision of
race relations education Army-wide.

For the training of commanders and of enlisted men to lead ulti-
mately to the development of the Army company as the location of change,
certain conditions are necessary that did not seem to exist on many of
the posts visited. These conditions are discussed to increase aware-
ness of how attempts to improve the Army generally and to guarantee
combat effectiveness are often connected to work in the equal oppor-
tunity and treatment area. By making such connections explicit, per-
haps greater collaboration among operators of different Army offices
and programs will be encouraged.

On many posts, men did not describe a strong sense of belonging to
the group and did not see the unit as important or attractive. Many
people did not connect their own racial attitudes and associated beha-
vior with racial problems in their units or with other signs of dysfunc-
tion; e.g., men did not see their units as important or attractive. In
a number of units, high rank was not associated with high status in the
eyes of the enlisted men because the chain of command ignored the needs
of the men until it lost both attractiveness and credibility. Different
levels of the company, and perhaps different levels of the Army as a
whole, seem to conceptualize differently the type, extent, and speed of
change needed in race relations and equal opportunity, and this may in-
terfere with the development and implementation of the program. Many
people who participated in this research did not understand what kind of
change is needed, how important it is, and what the impact of the change
would be on them.

At the most general level, to improve race relations the Army has
to become concerned with the need satisfaction of all its members. A
white who feels anxious, angry, and dissatisfied because of his working
and living conditions is probably not going to be receptive to programs
to help his follow soldiers. The needs of all soldiers are relevant to
the Army's race relations effort. Education programs are useful in in-
forming the soldiers and their officers how things ought to be. But
outside the classroom serious, persistent, and determined steps must be
taken to insure that the changes described are the ones tbat are achioved.
Thus, race relations training must lead to an internalization of the
goals and values of the race relations program; the race relations regu-
lations must be vigorously enforced; and the conditions of need satis-
faction for a diverse group of people must be created in the Army. These
conditions will ideally be brought about through rational, planned, mutu-
ally beneficial changes arrived at by collaboration among people r pro-
sonting different sectors of the Army. Hopefully, the spontaneous,
destructive incidents that brought the current Army race relations pro-
gram into being will not have to be repeated to make the program work.
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APPENDIX A

INDEX OF LESSON AND TRAINING OBJECTIVES

LESSON OBJECTIVE I To promote greater understanding of the conditions
and issues promoting racial separation and conflict in the United States.

TRAINING OBJECTIVES:

A. Mexican Americans

Knowledge Objectives:

1. The student will learn that racist attitudes held by Anglos
were of such magnitude that they had a selective influence
on the evolution of American institutions that modern in-
stitutions unknowingly function in a racist fashion.

2. The student will retain certain facts about Mexican Ameri-
cans relating to:

a. their a\cquisition by conquest,

b. their arbitrary treatment under the law, and

c. their search for equal status under the law and for
gainful employment.

3. The student will understand that the outcome of historical
forces has been to create modern day differences between
Mexican Americans and Anglos, especially in relation to:

a. housing

b. educational attainmont

c. employment

d. political activism

B. Puerto Ricans

Attitude Objoctive: The student should be aware of some per-
ceptions and attitudes Puerto Rican soldiers may have about
their comanders.

23

.- C*



Knowledge Objectives:

1. The student should understand the nature and effects of
the relationship of colonialism which has existed between
the United States and Puerto Rico.

2. The student should understand certain cultural factors
influence the behavior of Puerto Rican soldiers as they
adjust to Army life.

3. The student should recognize differences between the ex-
periences of Spanish-speaking soldiers of Mexican and
Puerto Rican heritage.

C. Black Americans

Attitude Objectives:

1. The student will be aware of the attitudes prevalent among
the contemporary generation of black soldiers well enough
to identify those attitudes.

2. The student will understand the origin of these attitudes
in the concepts of white supremacy and black inferiority
and in the actions of individual and institutional racism
and will recognize the effects of these attitudes within
a military unit.

3. The student will understand how feelings of mistrust and
suspicion between blacks and whites have arisen from and
still perpetuate experiences of negative contact.

Knowledge Objective: The student will recognize that color
played an important role in the development of the New World
and that color was used to determine who would be free and who
would be enslaved.

LESSON OBJECTXVE Ilt To increase awareness of methods for analyzing the
cohesiveness and level of racial tension with a military unit.

TRAINING OBJECTIVESt

D. Resistance to Change

Knowledge Objectives

1. The student should be aware that resistance to change is
not uniform, and can be seon as good and bad.
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2. The student should be familiar with the ways people deal
with inner conflict.

3. The student should be familiar with the various sources of
resistance to change in the personality.

4. The student should be familiar with the various sources of
resistance to change in social systems.

5. The student should know that resistance to change can be
overcome faster and more stably by reducing it than by
overwhelming it by force.

Task Objective: The student should be able to analyze a prob-
lem situation in terms of factors contributing to change and
factors inhibiting change.

E. Games

Attitude Objective: The student should have an appreciation for
the destructive potential of both individual and institutional
gamesmanship for unit race relations.

Knowledge Objectives:

1. The student should be able to recognize both individual
and organizational games.

2. The student should realize that gamesmanship is a counter-
indicator of honest communication and an indicator of racial
tension within the unit.

Task Objctive: The student should be able to devise methods
to reduce individual gamesmanship within the unit.

F. Stereotypes

Attitude O Oetivs: The student should know that racial stereo-
typing by an individual is not necessarily predictive of that
person's racial attitudes.

Knowledge Objoctivos:

I. The student should know that racial stereotyping by an in-
dividual is not necessarily predictive of discriminatory
behavior by that individual.

2. The student should know that stereotypes are undesirable.
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3. The student should know that stereotypes serve different
functions and are, therefore, susceptible to change through
different techniques.

4. The student should know that stereotyping may be more a
function of class than of race.

5. Thle student should know that: stereotypes are fostered by
the mass media and textbooks.

G. (1) Survey and Small Group Discussion Methods

Attitude Objectives:

1. The student will recognize many of thle emotional fact-ors
that canl potentia-lly influence the expression of attitudes
about race relations onl surveys taken with a military unit.

2. The student will recognize some of the emotional factors
which inhibit and which facilitate cosusun icat ion amonq in-
dividluals are involved in the developmenrt and ii the reduc-
tion of racial tension.

Knle dge Objc~tiveI:

1. Thle studont will unders tand thle siteps i iwo I ye itt orga'n i ti o
and dove lopintg a work ing survey group so it will lit moitt
likely to yield thet desired i uforisat ionl about on it racv
relations.

2. Thet at udent, will tiedo'rz:itand th lint ps; i nyulye) ili organ ign
and tleve lop) tnt i a Im'1 troop i actisi ,iit'l tat o it w il
be most likely to yield the douired inforttuation about unti
race relations.

(; 2) Undora tate)ij 01i~~ Renu 1tn oif Srysand SmlIl Gt!L)j
Discussions

Attitude Ob ovctivoui

1. Tile atudont will he twa to t hat at titud itzh srvoys t akon with-
iilit itt uit or smal 11'toop discacitilotte Involving) Illiehe t ot
dl ffereit o thi c itrotipa lil a uittt will pirobiabl y reveal
iiiificAtit discropncien beotweent thet attitudes ot blac-ks

and whites contceriig race rolatiots.

2. The nutitet will ottilri:tand tiio of t it factors wlih v olt-
tribute to these discrepancies itn attituode I ic luin qn pro-
esnos of chatie i thle black communtity proviottaly utiroco.)-
itized by whites.
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Knowledge Ob jectives:

1. The student will recognize the link between discrepant at-
titudes, the factors which shaped these discrepant attitudes,
and conflict between blacks and whites.

2. The student will recognize the importance of obtaining data
by surveys and small group discussions as a step toward
understanding race relations in his unit.

LESSON OBJECTIVE III: To improve skill in interpersonal relations with
F members of diversie ethnic groups so problems canl be discussed and plans

formulated that will facilitate a resolution of problems.

VTRAINING OBJECTIVES:

It. Role Expectations

Attitude Oect iv.': The student s:hould know the, social att i
tudes or expectations black and whito troops will moat. likely
have learnod toward one another prior to their entry into the,
Army and how these altitudes isay influeince their tolatlonalhip
in the unit.

1.The student shlouldl learn thatI thet doc ile , tublis"tiv I y ea
vibr pattern at. tine time character st ic of manny blackit
represente't a react ion to the, expectaiLWns of Whites that

blacks adopt thlt role of inferior ii socialrlalnhp.

k. Thlt student should l earnt that msany blacks etgwUct ed that

whitesq would behave in anl arrTOkit , ,.bunv 11ye1manner.towa rd
them11 And that1 such behavior' On tilt heart (If wh itesk Wils Setil
as an assertion that thei white Wasl superior to the black.4 3. The iitudeint will rocon ie .o that ro I e reIat I ohiiptl a lon'l
rank linva it the ailitary are often coispl icatod by the
race of the superior and uu~ldi nat.' Ili the ro ltishiip

such that will sunder tit and inqs of iut ives and intentjoint' on
both sides are, likely.

4. The student will undersltand the Imixirtance, of fAIr, it

and impartial treatment. by wiiite tnilsriort toward black
sublordinates ant a tstop tin roducingt racial tensxionl and ill-
creasing unit ef feet iveness.

Tank Ob eSclvet The student will establitih a3 couisioul awOare-
ness of the percept ins that cotntemporary yotttt blackst have toward
superior officerst andu change theo trtxtpt belhavior by treat leg

thmfairly, justly. and ttiuitll by rutctsniziitg the r ln ILht
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the color of one's skin has traditionally played in American

tension and conflict within the unit due to the race issue.

I.Theory X and Theory Y

Knowledge Objectives:

1. The student should be aware of the limitations placed on
his ability to comand a unit which may experience racial
tension by the exclusive use of authoritarian management.

2. The student should be aware of a management theory which
will provide him with an alternative to authoritarian
management.

3. The student should be able to decide which management
aystem is appropriate for a specific situation.

J. Personal Commlunicationl

AttitudeoObjectives:

1.Tho -ittudont zihov it~ udornitand lb. t hiti atfit eden may i nf lu-
onett how acut ate ly bie dec~hoe mezqsaqes Irots otltets and
thusl canl influence the adequacy of hiq interpersonal
ro tat iono.

2. The student should understand that, htill aitt ides may itt Iu-
once how ItlottltIy he0 encodesA 01088.1a0S to othhers and thus
call ittft uetce t be adequa11cy of hil ai nterpersonalIrtatInt

1 . Tho tttudolit shoe u d td that it, tunit Willi f unctitn
more Oftfcfivoly if there Lit a two-way flow of hottest
cotmitinicat lot%.

2. The sttdettt should ttttderat ate that Ititt objectives in) 1m
pletnetntiitq pRt)~roqrlantttt ctt bO attainel Only Untder cOlt-
ilit iontt of ltottettt CossUlcatillt.

3. The studet t itlttd uttderstand that. tonettt ctisutiicatt iot
providett a battkt for col laborat ion Amo Soldiortt of di-
verse groupst so that interpersontal problems itt the uttit
t'att be kenolved.

rattlkl obetive tThe student altottid be famtilijar witlt at leat
one techtnique (whtat i;ordott calls ,active littnittqI to improve
communication and be able to use it, at least on a basic level.



lK. GuideI lnes

Attitude Ob0 ct ze Tile student will be aware of some of tile
attitudes that hie has about himself as a commander and how he
sees himself in relation to his superior officer, his nonom-
missioned officers and his troops.

Knowledgje Objectives:

1. The student will recognize that his perception of minority
qroup members has developed under conditions involvinq
little chance of equal status association and that as a
result het is likely not to have developed a foundat ion of
attitudes toward minorities supporting positive contac t
experiences.

2.The student should reoqn izo that thet sense of repn 0
bj lity for changqing distorted attitudes must colse from
within and that. such changqe requires knowing one's self
and one' s relationships with others.

3. Thle st udent should be, awate of thet conflict,, qo10in .5:n
wilthin yongi black sold lets who Aret, tryingi to create now
seolf-images- which will1 portray wha't they believe are'
"Umnly" quallities.

LESONi OII ltdlCIVt., IV: To improvo ;lbility -t, toord ilnat.' tilt :1v.' 1 :'pec.
and ie~llemlen tat ion of prgesw ithin t he Unit to insoure elu'al t teatisen
of soldiers frtli di fferent ethntic groups.

1.Cosssandorls Itolh'

1. Tito student should know that there iro' severiil 1W ineii'le
aecopted ask widely aplia l intergroup, rel.At i,4t.

2.Tilt, studenit should know that thero at' two ways to isout
successtfully effet change inl laltqe port ion1 of thle

3. Tite student should be familiar with the rotiniremelnt 5 tot
company cosoandors stated in the latest draft of All 600--21.

4. Theo student should understand that poblodl-sulviog Ilam;
threev cxoloents.



5. The student should be aware that a group can be used to
influence its members.

6. The student should be aware of positive actions he can take
to facilitate communications and actions regarding improved
race relations within hip unit.

Task Objectives:

1. The student should be able to formulate and weigh pros and
cons for issues concerning the establishment of a unit
race relations or human relations council.

2. The student should then be able to establish this council.

M. Capitalizing on Interest

Attitude Objectives:

1. *rhe student will appreciate the importance of developing
a race relations program which is relevant to the felt
needs of soldiers.

2. The student will be more accepting of the value of litton-
log to the men In his unit as a way of fulfilling his ro-
sponsibilitioe in the area of race relations and equal
opportunity.

KnowledgJe Object ives:

1. The student will learn a series of stops useful in beominq
more aware of race relations in a military unit.

2. The student will learn some of the more common complaints
made by minority group soldiers about their life it) the
Army.

3. The student will learn some quidelines useful In planning
followup activities after receiving a complaint of racial
discrimination.

N. Approaches to Dealing with Racial Tension

Attitude Objectives:

1. The student should recognize the iMportanco of effective
two-way communication to foster understanding among offi-
cers, among enlisted meni, and between officers and enlistted
men in units comprised of men from diverse ethnic backgrounds.
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2. The student should recognize that the credibility of a
commander is often based upon the understanding his subor-
dinates have of the basis of his decisions. Consequently,
making sure that the content and basis of command decisions
is understood is a step toward increasing the credibility
of the chain of command.

Knowledge Objectives:

1. The student should be aware that inadequate rather than
adequate communication is the norm in many large organiza-
tions, and that efforts to foster improved communication
are frequently needed.

2. The student should be aware of some guidelines for reducing
confusion and misunderstanding as a factor effecting race
relations in his unit.

Task Obigtiye: The commander should be aware of some tech-
niques for approaching problems of individual and institutional
racism in his unit used by other commanders.

0. External Consultants

Kniowledge Objectivest

I. The commander will know some of the factors to consider in
decidlng whether to involve an outside consultant to asusit
him in developing a race relations program.

2. The commander will know what steps he will have to take to
work effectively with an outside consultant.

3. The commander will know what responsibilities he has under
AR 600-21 for the development of a race relations program.

4. The commander will know a number of agencies on most mill-
tary t' sts which can provide him with consultation and/or
other services which can assist him in fulfilling his ro-
sponsibilities under AR 600-21.

LESSON OBJECTIVE Vt To improve skill in monitoring the results of efforts
to reduce racial tonsion.
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TRAINING OBJECTIVES:

p. Seminar as Evaluation

Knowledge Objectives:

1. The student should be able to recognize 
three indicators of

healthy communication within the 
unit.

2. The student should be aware 
of the limitations of the

seminar or rap session as an indicator 
of racial tension.

Task Objeetive: The student s.,uld have a greater 
ability to

fdent y hidden agendas in a group discussion.

Q. Dyfuion Indicatoi

Knowledge 'obct ivesz

1. The student should know certain 
indicators of unit racial

health.

2. The stude t should be aware of one method 
of collecting

and interpreting data on those indicators.
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APPENDIX B

SYNOPSIS OF OBSERVATIONS OF CLASS BEHAVIOR

METHOD I

Lesson Objective I

Observations of class reactions to topics covering Mexican Ameri-
cans, Puerto Ricans, and Black Americans included the following:

Post A: Many of the perceptual distortions and intergroup processes
which impair race relations operated during class. A number of times,

commanders heard and agreed with new information but could not apply it

to their own situation. For example, commanders condemned institutional
racism and concluded quite logically that as commanders "we can't let

what happened in the past interfere with performance today." However,
they then said that they "could do nothing about institutional racism,

so there was no use'thinking more about it." Another major theme was

the paradoxical acknowledgement of the value of more infoamation about
minorities coupled with insistence upon the fairness of maintaining the

standards of white America to judge performance within the Army. When-
ever information about the minority had a clear management implication,

the commanders insisted that they could not act upon the information.
For example, the implications of the Puerto Rican emphasis upon "machis-

mo" for job placement in the Army were met with comments that commanders
could not fit personalities to jobs. When it was suggested that ignoring

the implications of the information might be poor management, the com-

manders presented themselves as defending the standards of the Army.

Post B: This group was more outspoken in defending the "standards of
the Army." Class members asked why the Army should "stoop to the weak"

and asked "how can I respect people like that?" When confronted with

evidence the "melting pot" has not worked, one commander said that the
Army should still operate as if it works.

When confronted with evidence of discrimination within the Army,
commanders said it was not serious, that the Army can't change just to
please a minority and that minorities' complaints are hurting the Army

worse than the Army is hurting the minoritioG.

When hearing the history of minority groups in America, c'smsnts
were made that it is not always bad to deny people their rights, that

not every group needs to have high skill jobs, and that not all minority

groups in the past were ready to decide their own fate.
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Lesson Objective II

Observations of class reactions to presentations under Lesson Ob-
jective II on Resistance to Change, Games, Stereotypes, Surveys, and
Discussion Groups included the following:

Post A: Interest in discovering the factors causing tension within a
unit was apparent, but much anxiety existed about dealing with these
causal factors. As a result, the class appeared blocked from taking
affirmative actions. All recognized the existence of gamesmanship in
the Army and acknowledged its negative impact on race relations, but
most felt that gaming was generally rewarded in Army life and honesty
was a definite risk.

Post B: This group felt that minorities are the ones who are showing re-
sistance and playing interpersonal games. Minority group soldiers were
seen as disliking those in authority, deciding to avoid whites in the
unit, and as rejecting the wisest course--assimilation into the Army.

Lesson Objective III

Observations of class reactions to topics covering Role Expecta-
tions, Theory X and Theory Y, Personal Communication and Guidelines to
Improved Interpersonal Relations included the following:

Post A: The effects of previous experiences of racial isolation became
apparent as class members expressed anxiety about trying to work out
racial problems through personal contact with members of other groups.
Some officers commented on how hard it was to admit what one's attitudes
really are. Others expressed concern about telling others what they
felt toward him. Some said it is painful to think about how one is seen
by members of another ethnic group. And comments were made about feeling
discomfort when one has to investigato complaints of discriminatism or
confront someone who is prejudiced.

Post B: Conflicts between role requirements and personal inclinations
were obvious. Commanders who preferred the social distance their role
as commander allowed them were concerned to discover that their men were
sizing tp their social attitudes and might want to know them on a more
personal level. These commanders expressed anxiety that they would lose
their effectiveness if they were more personal in relating to the men.
Another smaller group felt that part of the race problem was that people
did play roles rather than got to know each other as individuals. The
two factions argued but could reach no resolution.
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Lesson Objective IV

Observations of class reactions to topics covering the Commander's
Role in Race Relations, Capitalizing on Unit Interest, Approches to
Racial Tensions, and Using External Consultants included the following:

Post A: Discussion of makir- contact with minority troops and with
setting up workable grievance procedures reawakened old doubts and
aroused new anxieties. Were racial issues really important enough to
go to all this trouble? Could one really trust people who made com-
plaints of discrimination? Will minorities really respond positively
to all these efforts when all they do in the unit is stay by themselves
and gripe? How do I know honesty and openness on my part won't make
things worse?

Post B: Setting up grievance procedures would be of little use. Sol-
diers are always complaining and the substandard soldiers complain the
most. Most of the complainers reject help.

Lesson Objective V

Observations of class reactions to topics covering the Seminar as
an Evaluation Tool and on the Use of Indicators of Racial Tension in-
cluded the following:

Post A: Great fear was expressed about maintaining written statistics
in the unit to monitor whether discrimination was occurring. Comments
were made that such data could fall into the hands of black militants
or might appear in an underground newspaper and be used to discredit
the commander.

Post B: This class seemed to find the collection of statistics on the
unit somewhat unsettling. Some questioned the validity of any infor-
ences made from this data about race relations. Many commented, for
example, that differences between blacks and whites in Article 15s ware
not due to race or to discrimination but to the frequency of offenses.
Commanders were not too sympathetic to the idea that more offense might
stem from greater feelings of pressure on the minority group.

k Method It

Lesson Objective I

Observations of class reactions to topics covered by Lesson Objec-
tive I aze included in the followingi
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Post A: Negative feelings toward minorities were quite pronounced in
this class. Evidence of past injustices evoked statements like "Don't
tell me, I didn't do it," "Don't ask me to do anything about it," and
"I think its unfair to ask us to treat people according to their back-
grounds." Some class members accused the instructors of deliberately
distorting the facts to make them feel bad. Others said it was not right
to make them feel inadequate or helpless, particularly since they were
doing everything right. The class insisted their comments were responses
to the content of instruction, even though the feelings expressed toward
minority instructors were substantially more negative than toward white
instructors who were saying essentially the same thing.

Post B: This group was rather secure in the notion that minorities
bring on their own problems. They use discrimination as a crutch, re-
ject whites who want to help them, don't even try to learn the ways of
whites, and resent authority. While many acknowledge that injustices
had been done to minority groups, class members pointed out that "colo-
nialism is not really too bad," "that we treated Puerto Rico better than
the Russians treated Czechoslovakia" and that there will "never be
Utopia."

Lesson Objective II

Observations of class reaction to topics covored under this objec-
tive included the following:

Post At Conformity, not racism, was seen as the crucial issue. While
it is true that some injustices do occur, that gamung and stereotypes
are not constructive, the best resolution for the minority is to go
along with the system.

Post B: This class seemed to have conflict about whether the Army sys-
tom could or should be opposed when it operated in a racist fashion.
Some said messages from DA seemed sincere about the need and dosire for
change in race relations, but local superiors' support for these DA
directives was not so clear. Playing games still seemed the local norm
despite the call from DA for honesty and commitment.

besson Objective III

Observations of class reactions to topics covered under this Lesson
Objective included the followingt

Post At Great anxiety was expressed about letting subordinates kn:ow a
comimander on a personal level. Playing the role was expected by superio
officers and an officer could hurt himself by being too friendly. Then,
too, one never )unowa what an enlisted man will do with information about
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an officer's personal beliefs. A number of commanders were concerned
at the thought of being seen so negatively by minority soldiers but
others felt this was simply part of the job.

Post B: Again, many concerns were expressed about the outcomes of a
close relationship between an officer and his subordinates.

Lesson Objective IV

Observations of class reactions to topics covered under this Lesson
Objective included the following:

Post A: Great anger was expressed at discussion of approaches to
problem-solving. Commanders said such special approaches are not the
commander's job. Others said it would do no good. Others felt such
matters should not be pushed. Most agreed the problems were not due to
discrimination and so complaints were not the issue. The issue was mis-
understanding due to cultural differences and what the commander needed
was to know all about the minority soldiers' culture.

Post B: Doubt was expressed about the need for such special steps.
After all the racial problem is not that serious. Several officers said
that they felt no internal commitment to the race relations program but
they would do what was specifically required and monitored. This was not
said with hostility, but rather with the assurance that the commander
and the race relations effort can peacefully coexist without either one
significantly influencing the other.

Lesson Objective V

Observations of class reactions to topic covered under this Lesson
Objective included the following:

The patterns exhibited in the classes for both Pont A and Post B
were highly similar to those described under Lesson Objective V for
Method I. Those classes seemed to find the collection of data on the
unit somewhat unsettling. Some questioned the validity of any infer-
oncos made from these data about race relations. Many commented that

W Ddiffeeonces between blacks and whites in Article 1Ss were not due to
race nor to race discrimination, but to frequency of offense. Command-
era were not too sympathetic to the idea that more offenses might stem
from greater feelings of pressuro onl minority groups.
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